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Note to the Public Involvement Coordinator .
. . ,‘
Cohgretuletlons on hev1ng undertaken a challﬁnglng end worthwhlle job in
what is in many ways @ p10neer field. -
This manual has been de31gned to help you develop a coordinated planning
strategy by defining appropriate program goals and following through by
selecting the means and methods most likely to achieve those specified
ends. :

. " ‘. b4 L .
The purpose of all this is to ensure that the sHape of your Public
nvolvement (PI) program is determined more, by conscious design than by

. chance- or, crisis. Strategic planning can also help you to identify and’

redyce the tonflicting goals of thg various publics and agency staff.
Firally, careful planning can helquﬂ'¥esolve the ambiguities inherent in
your own role as 91 coordinator, as you relate to the agency and’ the
public. ‘

5
“

Unfortunetely there are no sure-fire recipes “for syccess in thls or any

_ other business. However, the systematic process described e can cla-

rify meny elements of your job if you sre willing and able both to take
the 1n1tlet1va and to communlcete effectlvély. A

The workgheets may loo¥ rather time consuming, but they (or some modlfled
versions which better suit your situation) should be helpful in organiz- -
ing ydur thinking, maintaining:a program record, and stimulating focused -
discussion with others. % ’

-

»To‘developgaﬁfullengundenstandlng_gﬁ thgﬂconcepts incorporated in the

manual refer- to additional reference materlel such as the books listed et
the beck of the manual. 4 .
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. ORIENTATION *~

Information-gathering

Determining expectations and implications for .PI

»

Developing the coordinator's role

* The General Purpose: To acquire an understanding of the elements which
should be considered in planning the PI program.

' ) . ’ ”‘ﬁ

During this orientation period you need-.to accomplish four things:

) To obtain as much 1nf0rmatr6"jas posslble about the. project, tne
= publics, and the agency; .
To establish contatts and initiate the relationships necessary for
collaborative work throughout the project lifey
§
To set up the mechanics of c0mmun1cat10ns--ma11 fandllng, o
telephones, .etc.; and '

e [ “
[

. .'v‘ L . ’¢ FAY .
" To develop your role as public in&olvement coordinator. I\\' AN

ES

é%%}NFORMATION-GATHERLNG N

-

'

< As you,go 1nt0 your new job you will be concerned with making a good
impressiopn in a new envlronment, eager to learn, anxious to_get started,
and overwhelmed/by the amount of information from many sourggs. At ‘this’’
stage you wil)/ have a unique opportunity to ask questlons without beln? v
expected to have the answers. In fact a newcomer who claims to have all
the answers is an object of immediate and longlasting dlstrust! , - t
. . T . 1
Frequently the new coeordinator discovers that the goals, 1mp0rtance and o
structure of the PI program are only vaquely defined. A major: part of + | *

. - ? your job may be to develop the program virtually from scratch and, to a S

'large degree, define your own p081tlontqu its relat10n to other >

pos1t10ns in the hierarchy.

T\ ’ * ,> ¢
) ' .
You can put this grace period to best use if yod purposéfully structure .7 -
and* record your information gathering for future reference.- N . '
L) ‘

-~

~.Information gathering takes many forms: reading’ agengy Teports and
memoranda, browsing through newspaper clip files, 1nterv1ew1ng department P
heads, and even listening to coffee break scuttlebutt. However”.SLndE
you are désigning a public involvement program; not. wr1t1ng a rovel, you
need to organize the fact$ and subjéctive impressions’yoy atQu1re during
this information-gathering process in a way that will help, you deflne ahd

-~ accomplish your goals.




FINDING OUT WHERE THE BODIES ARE BURIED -

First, you must assess thé situation so that youlwill.begin to’ develop a
realistic working understanding of the major factors which will affect
the PI program. It is crucial that you know the people and groups who

are involved, their special- interests, and how they relate, or feil -to

«

relate, to one another.
. R .

. . ~aa

- »

o .
The three elements which most need definition and careful consideratiop
are: ' * . .

the project’
' the public(s) . ) 4

the agency
As coordinator you will need to establish effective woftking relationships
with each of these elements. You must decide what characteristics’ of |
each should be taken into, account in shaping the P1 program. ..

LS

For each element {project, publics, agency) you will find suggested

“worksheet formats. The worksheets simply provide an organized way to

record the basic descriptive facts and the subjective impressions”
of each element for your use in progeam planning.

=N

. Only you can determine.just what items .gr& most relevant for your

situation. #s you go along you'll discover new sources and additional N
considerations which shbuld be included.

Try to use as many sources, especially for subjective data, as Eossible.
Different sources’may prove ,to be very dependable, totally unreliable, or

- somewhere in between. It is important that you withhold judgement until

you are sure of your ground.

Begin early to make’ tentative notes on the implications of [
information for the PI program. However, as you make notes, také care to
maintain an objective tone. First, you may change your mind, and second,
your, files are quite likely part of the public record. After talking v
with Joe X.you may be sure that he has no ,ides what he is talking about
and has less intelligence than your dog. Try to record his opinions
objectively and attribute them to the source. Commit your more colorful
comments to memory rather than to paper. :

v




ORIENTATION WORKSHEET l: PRGJIECT DESCRIPTION

Purpose: to become familiar with the project and understand -its relationship to the PI Program

\ -
PRO;;CT: (sample questlons) ° ; PI _PROGRAM

~ e

~

7

CONTEXT:

. -Formal requirements for PI?
-How' did the project originate? .
~Purpose?
-Sponsor? . . .
-Agencies involved?: t -Unwritten* expectations for PI?
-Related to other projects? ‘ ’
-Etec =

7 ) ’
GIVENS:, \\ ' ’ -Other effects on PI?

4

-Time—f}ame?.

=Specified planning phases?

‘~What decisions must be made? By whom?
-Etc. !

POTENTIAL: ;
~cWhat are intended outcomes? Products?

-What are the possible outcomes?

-What outc%ges do project staff wish to avoid?

-Etc. .

.
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ORIENTATION WORKSHEET 2:

PUBLICS

Purpose: to learn about the verious publigs and their potential effects on PI
s ' @ .

zZ

PRGJIECT AREA (sample questions)

b

—

~govermmental units included?

-demography? ;

- local decision-making processes7

-economy7 .

-magjor sources of income, such as.
" agriculture, 1ndust11es, etc.?

-etec, ¢

'
! \

LIKELY EFFECTS/
IMPLICATIONS FOR PI
PROGRAM?

v

GROUBS INTERESTED IN OR AKFECIED BY PROJECT:

(List)

(For EACH, set up descriptive sheet)

(Sample questlons )

-Formal organlzatlon?

-internsl structure?

2interkst in project?

-preferred outcomes?

-previous experience with PI?

-attitude toward PI?

-expectations of PI?

-attitude toward govermment?.

-influerice in public affairs?’ ~

" -composition of group? ~
_-group leaders? !

© -characteristics.of group leadership?
. -access to resources (e.g. Fac111t1es,

‘ "commynication channels).

-ete.




ORIENTATION WORKSHEET 2:

PUBLICS

Purpose: to learn about the various publigs-and their potential effects on PI
® 4 A .

z

PROJECT AREA (sample questions)

—

'~govermmental units included?

-demography? ’

-~local decision-making processes7

-economy? .

~major sources of incomé€, such as.
agriculture, 1ndustqles, etc.?

-etc. ¢

.
¢ \

LIKELY EFFECTS/
IMPLICATIONS FOR PI
PROGRAM?

4

GROURS INTERESTED IN OR AKFEC[ED BY PROJECT:

(List)

(For EACH, set up descriptive sheet)
(Sample questlons )

-formal onganizetlon?
-internal structure?

=interkst in project?
-preferred outcomes?

-previous experience with PI?
-attitude toward PI?
~expectations of PI?

-attitude toward government?,
-influerice in public affairs?’
-composition of group? ~
_-group leaders? !
* ~characteristics.of group leedershlp?
. -agcess to resources (e.g. facilities,
‘ ‘commynication channels).

-etc.

N
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o Are these peoplg highly sophisticated.or inexperienced at parijikipatory
planning? ‘ Are they powerful or underprivileged, both or neither? What
' organizations of special interest groups exist? Are there imdividuals or e
' industries that have a particular interest in the project? . . .

-
L
N

In shmmary; you need to fimd out as much as you can about the peoplé who
live, work, have interests in, or will be affected by decisions made in
the project area. - - ‘

B M )
- 0

THE AGENEY
What is the nattre of the agency? The frustration which results from
working within a, large organization, public or private, often is due to, a
failure to understand how the organization works, or coming to that -
understanding too late. Try ko-learn as much as you can about the agency
before you stdrt to organize your program. You will then be better -able

) : - 3 . = “
' » to use the resourges available within the agency,

o

~

to avoid er at l%%gt‘COpe with many stu xing blocks and a lot of
b red tape, and . ’ -

>

wéépo accomplish mogg'productive work .,

- e

?

The.worksheet on the next page (Agency Description) identifies at least
_some of the information you will need to gather. Note that your position
is  listed as one af the key perspectives on the RI. program. Don't neg-
lect to take stock of your own expectations and skills. '

Whgﬁ are the formal responsibilities of this agency? How are its ppo-
grams funded? What political pressureg influence its operg ian? ~tlow —
does it. relate”tp other agencies and ths—puhlic? “How do }
nétworks within the agency funpction? /-

Finally, and perhaps most important as far as
there agency-wide rules or expectations regarding Pl1*
' the project staff's experience with>PI, and what’attitudes or ass mptions
'go they gow hold afout it? Col ‘ 53&
Although this description of information-gathering may look forpi
you need specific information so that your programplans will fit the
realities of project requirements and the character ®
agency, For example, PI methods which might be very e fect]
three-block, inner-city, ugbafl renewal projett can't be ®xpected to work
well, technically or politjcally, in developing regional standards for
agricultural grgundwater coptamination. ( .
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ORIENTATION WURK§EE£I‘3: AGENCY DESCRIPTION <
. : - S )
Purpose?™ to become familiar with the egencx,and understand its relationship to tRe PI program.
. .- ¥ 0
¥ AGENCY : -+ :
\ , ) . $
‘ . N % . , - «
What's its overafl mission? b : - ) . : N
" What are its functions, activities? ‘ - ) .
Ofganization chart, internal and exterrgl? ., .- . *
_ What's the relation”of the~project to other activities? )
. .Attitudes, expectes}ons re: . The praject? P @
hiBLIC INVOL VEMENT ~ ‘ , |
. . L4 > &
. Has ﬁze agency a formal descriptior’ of PI function, be;bnd coordinator's job description?
A r
. For each person in the positibn Expecteiion . Expectation Attitude Expeiience Skills
. listed b&¢low, what is their: //57 of PI program? | of cocrdinator? | toward PI? with PI?° relevant to
) ~ -~ PI?.
¢! ‘;
v : ' 1 .
Chief Administrator v ° : . ' E}
, Planning Staff ~ \ - A
N Technical Specialists Do l < . . )
P ) ¥
. Other - : . g : '
’ - , . R . v
PI Coordinator .
S . ,
.' . . ¢
. A
o 14 d 15
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PR or PI--Is there a difference? -
Y . - . - . '
You are an émployee‘end therefore a representative of the agency or'\' ;/)/,

organization who pays' your salary. However, you are not a public
relations specialist, whose primary function is to sell your agengy and
its programs to the public.

.
-

. : ’ s L. .. . \
The difference between "public relations™ and "public involvement" may

come as a sﬁrprise to many people you encounter, even to the agency head .
who hired you. 'If .this is the case you will _need - all your skills as a
diplomat to pretect the integrity of your role and-still preserve a
cordial wofkiﬁﬁ_relatioﬁship with your agency colleagues. .

As a public in@blvement coordinator yogr function is to facilitate
_communication and productive exchange between various groups which may be

~ - vastly dissimilar in%organization, goals, and membership. Your job

-~

therefore puts yoQ in a ‘boundary or linkage position, requiring you to
work independently, while maintaining communication with a large number iF
of people. . . /

- v

‘Objectivity i% therefore criticel. You cannot be, or be perceived as,
the agent or edvocate of any one group, even your own agency.

’ 5
- -

— - : ’
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L ¢ Taking Agvantaqe of the Bureaucrary ‘
. . - . j

Being part, of & large .agency can’ have ithadveLteges. Are resources,
'such ag AV’ equipment, word processing systems, publication agsistance,
and computerization of mailing 'lists available? If so, how, do you obtain
access to them? That is, are there specific‘’procedures to Follow, speci- //
fic people (such as graphic artists) whose ecquelntence and good will you
should. cultlvate? - i T . .

' . etk
If other sections in the. agency heve public involvement programs you may
benefit from their experience. This is particularly important in estab-
lishing: contacts with conservatlon, civic and educational organizations
which may be invaluable to your ‘efforts. Other peoplé in public involve-
=ment roles can alsp give 'you professional and emotional support which can
be invaluable in maintaining-your sanity when things get rough.

3
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DETERMINING EXPECTATIONS AND IMPLICATIONS FOR PUBLSE INVOLVEMERT °

This research also gives you a purpose for becoming aéquaihted with thel ~

people with whom you will be working. Beyénd‘the Qaré facts, you need [to
learn as much as you can about their goeals for the.project (their ‘prefer-
ences’ for its outcome) and their expectations about the PI program.
{Notice and maintain the distinction between project’ and PI program
goals and expectations, ) - ‘

:ject'outcomes will inevitably surface during PI.progrfm activities. The -
PI progrem itself can become a secondary level of potential confusion,
especially if participants have different assumptions about Foi the.Pl
program should FUncﬁion and what their roles should be. Therefore make
every ef fort, as early as possible, to draw out and begin to clarify the
differing goals and expectations of both agency staff and the various )
involved publics. Then plan the PI program to facilitate the resolution
of these differences. If you try to avoid these issues the PI1 program is.
likely to become a circus of confusion, and perhaps break down entirely.

} . ~ .-

DIFFERENCES IN PROJECT GOALS

Thét distinction is important because differences of Epinion about pro-

»
< ’

Differences in prpject goals are to be expected in any sort of planning.
Because natural, human and financial resources are ligpited, not gvery-
one's preferr nds can be fully served. For example, water diverted
upstre mean less for downstream users. The new road which provides
for one man's business expansion may,at the same time destroy another
man's orqrgrd. The agency which budgets a great deal of planners' time
to PI may do so at some expense to technical quality.

Such differences in viewing the project result in the formation of spe-
cial interest groups, which then engage in some form of political
activity to try to affect the outcomes. (Special interest is not a ,
negative term. Unless people have a rational stake in project outcomes,
they will not be motivated to spend their time and energy in participa-
tion. In naturel resources' planning the major opposing viewpoints often
can be generally grouped as developmental and‘conse!!etionist,
neithen\qiéyhich is intrinsically good or evil.)

The pofot for the PI program is that, without encouraging any premature,
.hard-1ihe positions, youd need to use your initial information-gathering
contacts to gain insight into people's project preferences as they pres-
ently exist. /} .

.
-~

DiFFERENCES,IN EXPECTATIONS FOR PI PROGRAM

Picture the confusion of the following public meeting: The citizens
.absume- they have been convened to decide an issue. The Pl coordina-
tor is hoping to elicit information which will be considered by the

L]

-
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de01sL0n makers. At least some of' the ageﬁcy staff view the*meetlng only
as a means of obtaining an expression of support for. their proposals. ¢
Everyone goes home* angry except the press, who have gdite a story. ’

If you intend to establish and, maintain credlblllty 'for both the PI pro-
gram and the entire projkct you need to gather subjective information

,concernlng people's expectations of the PI program. What do they see as

their purpose? What--roles and power do they assume or, prefer For agency

publlc, and coordinator? -

Incompatible"aséumptions are as likely to exist withig the agéncy itself
as among the various publics. Some “staff may be so optimistic that they
think that a brief public meeting will Be adequate {o resalve .all dilem-
mas and yield consensus, while others may hold such a negative view of PI
that "their only expectation is one of wasted time. 'Disillusioning the
former is easy, but persuading the latter-of the value-of PI will oply be
successful if and when you can produce some tangible results.

DEVELOPING THE COORDINATOR'S ROLE

B
\

You have been told to orient yourself to the three basic elements of -your
'~job by acquiring reams of information, all. as soon.as possible, about the:,

project, the publics, and the agency: This 1s not an easy task, but if
you try to make each ‘contact serve as many purposes as is Feas1ble, and
record and file the results in a structured format séch as the worksheets
provided, these first weeks will go much:smpother. N

'
Y

For example, when you identify particular individuals or gersons who seem
to speak for organizations-or-special interest groups, yop should record
these contacts. The samp le contact file shown is one way<t0 do thls

. ) <
As you make your contacts you need to be tactful as well as energetic.
Searctiing out existing attituQ?s should be handled sensitively so that
people will not become locked into positions. Eventually, the PI program
will provide opportunity for dialogue and madification, but this is. a,
time for learning only. You need to find out the lay of the land before
you try to -move the earth! - ,

Many people will respond frankly to straightforward questions after you
have established some rapport #nd explained your purpose. Of course
there wi1ll be some attitudes that people prefer not to declare, or of
which they are not consciously aware. You may have to listen for thlngs
they don't say and do some 1ntu1t1ve guesswork.

; ]

An example is an agency d1rect0e\uﬁose real goal for the PI program is to
comply with federal regulations as inexpensively as possible. Official-
ly, he would be likely to' express something on the order of pfovision

of opportunity for all citizens to participate fully in planning, If
such an ambitious statement carries an incompatibly tiny budget, you need
to note the discrepancy and do what you can to resolve it, or else live
with it.. You may "find yourself humming "The Impossible Dream" a lot.




. *Deallng with the Agency :

Firsty femlllerlze yourself thoroughly with, the project so that you are

' well-grounded i the basic context of staff activity. After you have

talked with. 1nd1v1dual agency staff members and, .as may be the case, _
bthér people essoc1ated with the project staff, ,an agency staff meeting \

commi tted toiexploretlon of each persefbizgfpectetlons for the PI program

£ng bﬁ useful.
. y “ - - _ C o

Since steff meetlngs can be’ the bane of _buregucracy, avoid. -initiating one
until you'have a definite plan for accomplishing your goals within the
context of a groyp discussion. The chief admlnlstretor can greatly en-
harice the usefulness "of. the meetlng by encouraging dpen dlscuss10n and by
not’ declefing hlsﬁp081t10n at "the outset. .

Also use the meetlng to ‘explain (and .gain support for) your next step: -
spending “time in femiliarizing yourself with the project area publics.
Remember to avoid pinning people into rigid positions which will be hard’

to change when you provide them w1th feedback from the public. Fill in -
your agency worksheet, for your own reference, but again, remember ‘to

av01d pinning yourself into rigid conclusions as you record your impres-
sions. dry to view the epinions you encounter as a starting point rather * .’
than a limitation and be careful not to overweigh those opinions 'which

. concur with your ¢wn. It is easy to hear ;pat you want to hear.

Meeting "the Publics : VE

1 4

-

tMaintain the open attitude during your next step. NoW that you under-
stand the project and have aesense of the sponsoring agency position, you
are ready to get ecqualnted at several levels with the publics. What you
are lodking for as you talk wlth different people ene groupings of inter-
ests in relation to the prOJeét You will begin to *discern the various 7
aggregations of 1nd1v1duals--pub11c officials, farmers, waterfront land-
ownenaﬂketc;—-whq share particular orientations,toward the project. Good
record keeping is an invelueble'pert of this processg

. -,
As you establish contacts withthe public, you will set the tone For the
entire PI program. Therefore, be tactful. Don't evaluate people's opin-

. ions, at least not audibly. Restrict your education efforts to clearing 7.
_-up misunderstandings of facts about the project and* to answering ques- = -
tions and requests for information. = ., ’

-

Building relationships with the publies will be fac111tatg§§by your
genuine interest in_their concerfsy by your accessibiltty, and’by your

* honesty. From the'&???ﬁbeglnnlng, ‘do yogp homework , but if you're asked
a question you can't afswer, admit yobu don't know, offer to obtain the

information, and then PO IT!

-~
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The Contact File .o ‘-jt

4

Begin .and maintain a contact file like the example given as Worksheet 4, °
in¢luding not only who and whera-but why the person might pertlcl-

pate. Is the individual,. for example,"e ‘representative member of a group
likely to be affected by proJect outcbmes? : .

-
' '

Also note potential resources such:ﬁs gskills, access to media and other ,°
communications networks, ‘and meet;hg'F30111t1es Be especially alert for
’ . those people whose aptitudes, nepresentetlve qualities and respect in-

' their segments of the local: communlty are such that'they can, in effect,

, speak For groups oF stakeholders. A - .
The people llsted in your contact file will probably be included on your
mailing list. As 'you recosﬁ)new information about your adtive contacts,
‘don't forget to correct your mailing list as neéded. Algo, be sure to

~) date everything and to resolwk discrepancies in names, addresses and

telephodé numbers as soon as you can. Computers are great for this kind

of housekeeping, but you will have to format your information to suit the
computer. Therefore, put your agegey computer specialists high on your |
list of people to get to know. :‘?g,

~ -

a ~ - . =

During this orientation period you will first gatHer information abeut
the project, the agency, and the publics. You will then initiate con- .
tacts with whom you will bazworking throuyghout the project and perhaps
. beyond. 'In this process y?u will identify differences in expecations
about the project and about the PI program. Finally, you will establish
your own identity as coordinator. between the agency and the publics.

As the project contlnues you will often be under pressure from both agen-
cy perponnel and members of the public to, represent or, promote their

. speci interests or pet proJects However if _you know what you think,

. and why, you can explain your decisions as you "develop, implement, and
modify the Pl program. The worksheets “and evaluation procedures describ-
ed here will both help you devqlop your rationale and explain it to

others. >

If you are uccessQJidurlng this initial period of orientation, the

results of your efforts will be that agency personnel will have confi-

dence that ypu can find out how their proposals are likely to be received

by various pyblics and that you can obtain inputs from the publics which 7;—
will aid .in the successful completion of the project. At the same time

members of thg public will begin to perceive that you can and will give

.them straight/ answers to .their questions and that you will ensure that

¢ w Mo

‘their comcerris aMe.heard and seriously considered. SN T, {
Answer the Phone, Somebody, Please ‘ 2 o
., : - - ’
. Now theg/yju have established contacts, telephone inquiries must be han-
‘. dled coufteously and mail should be routed to you immediately. If you
"’ére semi-buried in a large agency or multi-agency depertment with several
offides vhich have similar<sounding names or lots of acronyms, or if you
,:\ —— — i - 18 "
> 1
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. _—  ORIENTATION WORKSHEET 4: CONTACT FILE (sample)*

2

Id

Purpose: maintain a resource file of individuals
. b

NAME : /\'

ADDRESS ~ (Q . i _ ,
TELEPHONE ' .
RGANIZAT ION/GROUP ' »

0 ZATION/ _ _

NOTES: (Characteristics, access to pegources, dates and outcomes of contacts, etc.)

2.
<

L4

*This may be kebt on 5 x 8 cards, w}th'referenées to your ‘progrem log, if needed. tg\

5 \ .
. \ had . \g“ 4
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are part of a very smell, short—handed organization, internal communlca—
tions may be a problem.

In a large ordénizetion the most straightforward solution is to introduce
yourself to the switchboard operators, mailhandlers, and secreteries"
around the place. Give them a card with your name, office, telephone

’ " extension, Post Office number, if it differs .from theifs, and a list of

the types of inquiries which should be directed ‘to you. You may end up
as a catchall for calls and letters which stump the clerical staff, but
by this time you should be able to compile your own referral list For
people who are routed to you in error. Help fight to eradicate the -
"burejh

cubiclell! - &

In a small office the problem may be thaf there are times,when nobody is

‘around to answer the phone. Employ an answering.service or get one of

those telephone recording devices. However, if you do this be sure’ to
respond to ydur messages promptly! ‘ . ,

7

If the internal communication system is hopelessly slow or.if youxqigszi

to handle large volumes,of incoming letter's and calls, try to get a

grtam. Also, investigate the polgibility of justifying an incoming WATS
line (Mide Area Telephone Service%, which will allow out of town callers
to ¢6ntact you without paying long distance rates.

cisl. Post Office box end/or phquyilne for the public involvement, pro-

REVIEW AND REVISION

d‘ -~ »
When you have gethered enough information to descrlbe and characterize
the projeet, agency, and publics, you need to organize your data and

assess the situation in preparation for Stage 2.
" _ Review and tevise your assessments’of each element.
_Updatq your documentation, including your contact file.

Decide on a method for maintaining a program log which will
work for you. (You need some means of recording ect1v1ty as
it happens so you can learn from it and keep others 1nf0rmg§~

You will probably find that you have eccumuleted a bewildering array of
opinions and perceptions.about the nature and goals of both the project
apd the PI program. Now you must teke this material and mold from it a
coherent progranm.

.-
.
.

cratic runaround" by finding out what goes on outside your little .

.
— , =7
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- LAYING THE
_'STAGE 2: @ ‘!"3

Rallying Agency support for the PI Program

Dealing with differing’expecfations’

Relating.public involvement to project planning o
Studying methods and techniques '
Preparing discussion materials ’

'Collaboreting and negotiating

*

vy

The General Purpose: Gaining agency approval for the basic structure and
' ‘ major activities of the PI program.

~

During your orientation period you played the role to some extent of the
hunan sporige, absorbing as much ‘information from -all sources as possible.
In this stage you must be more assertive, as you begin the basic pldnning
for the PI program. This planning will call for a good deal of analyti-
cal thinking orr your part as you evaluate the data you have collected,
and good communication skills as you involve others in the design of the
PI program. If you neglect either you're in deep trouble. *

4 . N
A major goal at this point is to gain agghcy support for the PI program
as an integral part of the total planning project. This support should
include recoggition_of the need for two™major dimensions. One dimension
is that of building and maintaining on-going communication with the pub-
lics, e.g. with individuals, groups, organizations, and news media. This
will include outgoing efforts like public relations and information dis-
semination; it also includes routine efforts to gather information from
the public and informal opportunities for discussion between publics and
planners. - . S ‘

\

The second dimension is the rore visible one of holding formal events,
such as public meetings or workshops, at which planmers and publics ex-

chgnge information- around a structured topic. :

&

RALLYING AGENCY SUPPORT FOR PUBLIC INVOLVEMENT

Schedule a meeting with the agency staff. The purpose-of this session
will be bo‘gein agency approval of a general structure of' the PI program.

To be:ﬁhccessful, this session will require lots of homework on your
part. You must present the staff members with a concise.description of
current perceptions and expectations regarding the project and the ‘Pl
program.” You must also demonstrate how the PI program fits in with the
planning project as'a whole and the pros and cons of various strategies.

# . y/ .
/ '
‘o 21 ) =
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” The achieVement of full-partnership status for the PI program will be a
continuing process, but at this First mepting you can describe how the PI x
function can be useful to the -agency's work. Yqu can show, Dy your know-
ledge and behavior, that you have the’ spe01al skills for conducting an
effective program and thereFore Pepresent ahother area of specialized
expertise.

Put the date on your calendar and get to work.

" DEALING WITH DIFFERING: EXPECTATIONS . . , .
First, lay out the baseline data you have gathered about people's
expectations. Your earlier surveys of agency and public perceptions
(which you recorded on your worksheets) will have revealed differences
which should be compared carefully. If they are -ignored or glossed over
now they will only crop up- later im the program, to everyone's Frustra-
tion and to the detrimert of tHe program.

) p t ¢ d
Groundwork Worksheet 1--Comparisons o
" To help you and others make objective comparisons of differing expecta-
tions, set up a worksheet like the one on the opposite page which will
pregsent any discrepancies clearly. Prepare some notes for discussion of
compromises and possible résolutions. Then polish up the comparisons
worksheet for use at the agency feedback session. ! .

N )

RELATING PUBLIC INVOLVEMENT TO PROJECT PLANNING

The relationship between project planning and PI program planning can be
a basis for communication between you and other agency members. Formal
/’*\ planning procedures provide the framework fer both. Agency staff sheould
- readily understand phrases such as "time sequences" and "expected costs
and benefits". Because you're speaking their language, the planners can
eontribute’greatly to the quality 0F the program. ,

**A word of warning: While you can and should know the language of plan- T
ning, be careful not to let yourself use the jargon and catchwords of any
field as a substitute for careful thought and clear language. :

- \ .

Groundgork Worksheet 2-<-Basic PI Program Planner

A planning format for designing and presenting your program .rationale is
shown on page 24. The major headings at the top are those of a general-
ized all-purpose one-size-fits-all (or nobody?) d%énning process. If
they do not adequately fit the sequence for your overall project, revise
them. By starting with the established planning project phases, you .
ensure that the PI program is related to them at every step of the way.
Try to find out “(tactfully, of course) whether these sequences are likely
to be changed in the course of the project, and if so, haw drastlcally,

\\\~ so that you can build the necessary flexibility into the PI program.

22 N
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Purpose: To define what will be happening in the Pl program, and why, at each stage of the planningtproject.

-GROUNDWGRK WORKSHEET 2: BASIC PI PROGRAM PLANNER

- »
-

PLANNING PROCESS SEQUENCE -

DATES

PROBLEM
. IDENTIFICATION
( " Jto( )

4

GOAL
DETERMINATION
( Jto(

)

‘(

ISOLATE
ALTERNATIVES
Jto(

)

& EVALUATE
ALTERNATIVES
( )to(

)

(

SELECT *
ALTERNATIVES
Jto( )

ROLES OF PUBLIC s/

ROLES OF AGENCY

RL PROGRAM OBJECTIVES

”

' ONGOING COMMINICATIORS

Activities

Expected costs
(resource needs)

Expected benefits

_ Rationale

T

Events

. Activities s

Expected costs a

(resource needs)
Expected benefits «

Rationale
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As you study the project phases you will determine -the respective roles
of agency and publib at- each stage. These varjations in roles depend
upon the nature of ‘the task to be done at each point. There will be "
times when a great deal of public input is needed, and other times when
agency staff will be occupied with technical tasks. Usually the agency

_responsibility is largest when the tasks at hand are most objedtive and

technical, while the publics' role 18'preem1nen: when subJectlve ¢

evaluetlon is needed. . .

Once the roles of publics and agency for each stage have been

established, you can begin to rough in suggésted PI program objectives
for each'stege. Think of these in general terms, as objectives for what
the program is expected to. accomplish during each time-period. All of:
this may be revised, but you. need to think it through first. S -

" <

14

STUDYING METHODS AND TECHNIQUES

When you have a basic rationale you can get down to the nitty grlﬁfy part
of planning specific. activities related tothe continuous exchange of
information in day-to~day communications and the specific events which
will be scheduled periodically throughout the progect The on-going ¢
communications dimension is a crucial aspect of the program and you must
be careful not to let it be neglected in the bustle of preparing For '
events. . . :

Although you will certainly make your share-.of mistakes, you can save
yourself some grief and a lot of energy by turning‘'to the books for .
information and insight. Read all the case studies you can find which
relate to your situation, looking”for the factors that made a difference
in results. Study the advantages and disadvantages of techniques,
methods and gctivities described. This is an area in which you should be
in complete cofimand of the .details, understanding the uses, -
characteristics, costs and benefits so that prospective activities can “be
evaluated. . . ,
For each likely prospect you uncover,” note the resources it will require,
the benefits y"Pcen expect, and any special reasons why you think that
it is a good method or technique. In your research you may also discover

some overwhelming reasons not to use somé methods which mey seem

attrectlve, and you should note these, too

As you prepare your worksheet®s end reed the case studies, you "are
developing your public involvement strawegy. Based on the objectives for="
khe PI program durlng each of the project planning phases, you are
evaluating the various PI techniques available on the basis of their
ability to obtain the desired results . o

25 =




EVALUATING TECHYIQUES: AN EXAMPLE

Ddrlng the Problkm Identification phase of a water resources project, the
ob;ectlve of the Rl program may.be to identify public perceptions of the
severlty of surfact water pollution. »~0One way to do this would be to read
letters received by the agency and the néwspapers in response to an
editorial in a local paper which called for action to clesn up area
sfreams. This would take the PI coordinator some 'time to count and
analyze the responses, but it would not require a special survey of area
_residents. I®may provide just as valid results as a mell d
quéstionnaire. : . ~

Another optlon might be to establish a "hot line" and invite citizens to
- c&ll in their concerns. This could get quick response and obtain
publigity for -the pPOJect and the PI program, but it could dlso result in
bediam if you aren't thoroughly prepered

Yet another technique would be to conduct a series of 1nformal "man-on-
the 'street” interviews or a formal survey, using a sc1ent1f1celly drawn
—semple This would take more time, and would require skill in interview
techniques and surVey and sampling design. On the other hand, it might’
y1eld more 1nformetlon from a larger and more representetlve group of
beople ) v

By welghlng the pogentlal advantages and limitations of many"options, you
can prgbably come up w1th one or two that seem better than the rest for
L your purposes. - -

PREPARING DISCUSSION MATERIALS ,
Your preparatlon has made you the Resident Expert; now you need to share
whet you've learned. Your purpose is to involve the staff in a genuinely
shared pregram-development se331on, so don't present them with a final
plan _However, you do need to prepare discussion materials ‘for the ™
“agency meeting to Focus the issues under consideration and help you
arrive at consensus decisions. Many of the points we cover here will
_'apply equally to public meetings and workshops. If the agency members
are impréssed by the _way that you conduct the staff meetlng they will be
more likely to accept your-suggestions for conductlng 'outside" meetings.
1) .
. Begln by rev1ew1ng your updated worksheets descrlblng agency and publics.’
" Keep these realities in mind as you plan your presentation. Imagine how
péop%é will react and anticipate potential stumbling blocks.
" .Goal £1: Establish awareness of differing expectations of the project
s and the PI program e

Discission tool% "Comg9rféqns Worksheet ydu prépened earlier.

.- Transfer.this information to a big flip chart which can be easily read by .

everyohe~in the room, and also prepare copies as handouts. »

t
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As you present to the agency the publics' expectations, you are initiat-
ing negotiations and ecting as a link. You need to present such a real-
istice plcture of those publics that agency staff will see them as genuine
partlclpants, ‘who can, should, and in many cases almost certainly will
influence progect outcomes.

It is probebly not a good-idea to overt\% present at, this.meeting the
differing expectatlons which exist withik the agency, but keep them in
mind. Your aim is to promote copperative rathet than adversary positions
both between the agency and the publics and among the various agency
members. (Affer you leave the project you can apply fgr the p091t10n of
Secretary of State or Ambassador to the UN).

Goal £2: Establish understanding and agreement on the PI program
rationale. .
1 . . X
Discussion tool: a big flip-chart version of the Basic Pl Program
Planner format. Write up & clear explanation for each part,
and test out your presentation on someone outside the program.

A
This item will- probably not take: up a great deal of discussion t1me but

it should help to establish your credentials as a full-fledged member of
the planning team and make those staff members whp .are unfamillar with PI

-more comfortable with your proposals.

Goal £3: Staff involvemeqt in developing program strétegy

~/

Dlscu331on tool: lists of sample activities to be considered in achiev-

‘ing program functions. Be forearmed with notes on the charac~
teristics of each, including estimates of costs in staff time
and dollars.

After the relatively abstract ideas of expectation-comparisons -and plan-
ning rationele heve‘§2en introduced, they need to be applied to program -

_specifics. Therefore, as soon as the first two items are sufficiently

clear, ‘you should move the dlscu9910n to the level ‘of concrete examples.
While the program design is“ultimately your responsibility, you need to
move people into discussion of gpecific activities to be suyre that every-
one really shares the same interpretation of what should happen and why. “
Also, collaboretlve thinking usually produces a better-quality end result
and motlvetes people to work together to achieve it.

COLLABORAfING AND NEGOTIATI&G

. By this p01nt you should be well-prepered for a meeting whlch~w1llég
epts

the-PI program of f to a goad start. If the chief administrator -ac

your agenda, the remaining factor is the quality of discussion. As you,
anticipate this remember that you are not presenting a final program plan
for approval. "You want an exchange whlch moves toward eccommodetlon,

“allows you and others to present useful information, ingorporates staff

ideas, and-becomes‘ specific. y
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EVERYTHING IS POLITICAL, AND DON'T, YOU FORGET IT

. . N e .

If there is to, be some®*®ind of public involvement in the development of
the final plans for the PI program, .make sure that this is understood and
_acceptable. Identify which decisions about the PI program are negotiable
and which are not. If final approval is required before plans are imple-
mented, point out when and by whom approval is required. :

If elections or other poiitical events are likely to influence the PI
program, try to determine before the meeting ‘what kind of restraints or
requirements might be imposed and when, and then plan to work within and,
if necessary, around them. Try to avoid being placed in limbo until
"after the election, after the reorganization,‘after the budget is
approved, after ‘

3

WHAT 1 REALLY MEANT-WAS..., |
During the discussioﬁ, try to get everyone involved and make sure that
what is said is clear to all. This 1includes making sure that you under-
stand suggestions and/or objections raised by staff members and that you
have answered all questions. 8

Before the meeting‘conclud\S, summarize Pl program objectives expressed
for each phase uf the project to be sure "that you have captured the mean-
ing that was intended. Confirm that you have the go-ahead to create a
program plan intended to achieve those objectives.

After the meetifg, revise your planning sheets to incorporate whatever
changes and additions developed during the meeting, and prepare tgywork
on specific activities. Circulate dated copies of your Basic Plan {a
neat and,concise version of your revised planning sheets) to staff
members. ' ;

(v e
<

. L . N .
The Discusgitn Process: A Scenario

. . - ‘ . -
You have gone over your Comparisons chart and the Basic PI Program
Planner chart, answered questions and everybody is ready to get down to
concrete activities. ’

YOU: "Now, let's see how some of this might actyally work out in our
study.. . .

CHIEF ADMINISTRATOR: "Fine, I agree With the public that we should
provide for full involvement." : J

YOU: "Do you have a mental picture of how that should be .done?"

"CHIEF: "Yes, -we'll have an open public meeting next year to get their
approval of ﬁhé Plan," .o . .




.‘ ) 7

\ ,
. YyoU: (this is not the time for hysterics) "Did you réad about the exper-
. * ience the staff had in the XYZ River, Basin study w they ‘waited until
the plan was v1rtuelly complete to hold a public meeting?" .
CHIEF : "I remember they had a few problems, but I didn't think they were
serious.

0 U U - -

~

YOU: MA couple of agricultural groups got very upset ebout some "of the

recommendations for future impoundments and held up approval of the plan
- for nearly a year. Joe M. from thei# gfoup reported that late involve-

ment which amounts to little more than efter-the—Fact review generetes
- - ‘more antagonism than support."

CHIEF: (You've gotten his -attention, now) "Well, what do you suggest?
Resources are limited, you know." '
YOU: (Slowly now, kid) "1’ wanted to get wour ideas before sefting any-
thig in cement. But let's look at the chart sh0w1ng which kinds of
activities have seemed to°be most useful at which stages of the planning
process.. Of course, choosing exactly what,to do when depends on what it °
is you want te accomplish. For instance, what would you like to see
happen at Stage 1?7 Of course, that's when the public will ‘form its Flrst
impressions- of the project.. ’

CHIEF: "I see. Well, let's have a big barbeque and 1nv1te the local
pOllthOS and fbpresentetlves-eﬁ other interest groups.'
YOU: "The people I've kalked with were very concerned about government

x spending, very.conservative. We mlso need to be cereful about irwiting
specific individuals and interest groups before we re sure who all has an
interest. My contact list is gr0w1nq every day."

% * 7 .

AGENCY PLANNER: "Say, what about tying in with the local Ferm organiza-
tions to involve peop¥e? Maybe they might sponsor ‘something.'

YOU: "Great! That could reach about 60 percé/; of the population in
this area, but not business and industry interests. If our goal is broad
involvement...."

CHIEF: "True. Can you work up a plan for Stage 1 that includes every-
body? With budget?" -

YOU: (You've already got in your notebook cost figures for two dozen
options) "Sure."

{ And so on.... If you can generate this kind of involvement and n
crystellze 1t into a practical design which agency staff can support
because they see its relation to their interests, gaining their aid in
implementation will be relatively smooth.

3
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The General Purpose: Selecfing, designing and develdpipg specific
- techniques (0r carrying out the approved PI
program.

v . ~

. (
DESIGN PROCESS - T,

M0v1ng plang from paper to reality is a challenging process. In general,
both the ongoing communlcatlons and event activities will require

refining your ngic Plan into\geﬁeiled specifics,
Fdesigning systems that work well, and

evaluating your procedures to make sure thet'these systems are
running smoothly according to, design.

-

b 3

"Now, How Do We Go About Doing These Wonderful Things?

. First, refine your Basic Plan, setting as definite a sequential time-
frame as possible. Work on both ongoing communications and event sec-
tions simultaneously as you think through the program so you cen see how__.
they affect each other. As. you decide on specific activities and techni-
ques, incorporate them into the Basic Plan. Thib enlarged version will
then be your Master Plan.

At this time, alldw yourself a little time for imagination as you consid-
er possibilities for program activities. 'A few wild ideas might be tamed
into extraordinarily effectlye techniques, but dull is going to stey
dull.

After you've compiled a list of ideas, seriously assess the prospects.
How likely is a given technique to achieve the stated purpose for the
planning stage? What costs are involved, both for the public and the
egency? Are the needed regources evelleble? Is the technlque appropri-
ate for the people you expzzt to involve? .

Would I Be Interested In'This Program If I.Weren't Getting Paid?

As you.design your program,'remember that you are to a-considerable
degree ‘al locating time and energy belonging to other people -- both the
public and your agenéy colleagues — when they have priorities of their
OowWn. ’

¢ \
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¢ Will the9 Gee the activities you have proposed as worth their time?
. the answer is "no" or "dubious", start over. You canmrot conduct a suc-
cessful program without enthusiastic staff support,' and without public
involvement you don't have a program at all.

Look carefully at your ongoing communication activities What access o
will be available, to which publics, at what times?’ What iaformation 9
'will ‘be dissemindted when, to whom, and by what channels? Have you pro-
vided for eontinuity of available staff time to respond to .inquiries and

to maintain project visibility?

Review your Master Plan with agency staff and with any representatlves of
the public whose input would be helpful. Their~reactions will help make
the plan more feasible and effective. - T

-

{ DETAILED PREPARATION '

For each act1v1ty that's been agreed upon, set up a Production Chart lﬂke
the sample on the next _page. Using graph or chart paper, list all the
tasks-that must be dond. Then set up a dated time-frame along the oZﬂgr
dimension of the sheet. For each task, plot the date by which it must be
completed. Initial each item to show who's responsible for what jobs,

, and list all the resources --' time, money, materials, etc. -- that will
be required. A detailed set of Production Charts gives you a fine

,planning and control device; and shows others how their work fits 1nt6
the largér picture.

. . . 3
- : ’ -
Did Anybody Ar8wer That Phone? ]
A = s
You may have surmised that ongoing communicatiord is very important. If °
you have not yet been able to get your telephone service and mail g-
ling in order, do it now. '

a) Identify in appropriate sequence each part of this -total acfifvi-
" ty, from publicity methods to training telephone answerers and -
mail handlers. .

b) Set up all the sub-systems and test them out; for example, after
you have arranged for telephone services, ask a friend to call
with an inquiry, perhaps at lunchtime. How ha;d was it to get
the correct number? How was the call handled?’ What follow ug
was done?

: y .

c) Provide for periodic chgpkups to make sure the routine is work- °
ing effectively. If there are problems, be sure you amg diplo-
‘ mati¢ in your attempts to resolve them. Don't try tof tRrow your
weight around, especially if you don't have any to throw. If
@ every secretary on your floor goes to lunch from noon till one,
and none of their supervisors object, you may not be able to do
a thing about it. Delay your own lunch, gnd answer the phone.




PACTIVITY: /A\3 S
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- PURPOSE

. , DATES

TASKS: 8

{For each task, set due date:and assign personnel)

Resources Needed: (List)
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,I} technical information must be presented at a Pi event, keep it con-

Ongoing Communications: Is Anybody Out There Listening?

Your ongoing communications activities will require a certain discipline
to maintain consistency; you should build that in now. If, for instance,
one of your methods were the sponsoring of PI program advisory meetings

heldi in the project area communities, specify their frequency in a tim

table, identify, tasks like making arrangements for, the meetings, list
resources sucth as your time, travel money, and use of a car. If you

#

don't pin "down such activities, other demands are likely to supercede
them. Typically, ongoing communications are rather low-profile, involv-
ing primarily your time and energy, dependent on your initiative and
follow-through. Protect them by careful planning.

{

Events: Lights, Camera, Actionl

The production of a public involvement event is similar to putting on a

play, not becayse it's make-believe, but because so many details must be
coordinated to make the event an experience with impact. For example you
must: .

choose the location of the event-

arrange for technical details 11ke equlpment light and sound,
comfortable seating, refreshme ts,

) o

prepare visual aids; -

.reheerse the ectorsxfo make sure they know their roles;
direct the sequence and timing ofrthe event itself;
hendle publicity; and ‘
host the event.

Rehearsals are a must, whatever you call them. Roles should be

skillfully assigned to build on people's strengths. For example, some .
people can deliver a technical paper yery well, but need a partner more

adept with groups to field the question-and-answer sessions. An orgari-

zatjon leader is not necessarily the rigﬂt discussion leader; status can

be recognized by formal functions such as welcoming the group or intro-

ducing staff while someone else acts as moderator for exchanges. '

y , . '
The Reason We Are Gathered Together Is....

. .
cise, and spend the’'time and effort necessary to prepare good visuals and
a clear presentation. Some members of your staff will see the event
primarily as an opportunity to educate the public and will want to give
extensive lectures in engineering, economics, or microbiolody in the

" course .of a two-hour public meeting.

‘ , {
. .
. .
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If the} do this, the ghances are good that the main results of the meet-
ing will be to bore, fconfuse and perhaps alienate the public, particular-
ly if the length of jthe presentations_leave no time for them to .ask .-
questions and express their concerns. You may have to be fim in order
to ensure that the/agenda is designed.to meet the goals of the event as

" you and the staff/have agrged on them.

As you plan the fevent, remember that people need time to sort each other
out before they/ can comfortably express opinions or otherwise '"get down
to work" on whatever is to be done. Allow get-acquainted time at the
beginning of Any event, providing name-tag space, refreshments, and
introductiong to encourage conversation. rrange for methods which iden;
tify people/easily by <dinterest groups. Finally, insist on schedullng
"break timgs" at appropriate intervals. O0ften more real communication
takes plage during the breaks than during the meetings. "

-

~

/

/

days before the evend, draw up a script with dir#ctions in such
defail as "5:30 p.m.--Jack moves in AV equipment and tests for light and
sdund." If you are depending on out-of-town hosts, tr& to ensure that
they understand what you need. Most problems will haye been ‘solved dur-
ing rehearsals, but circulate your final script .in plbnty of time to
illuminate and eliminate any remaining problems before the event. Remem-
ber details like adapters for electrical cords, exten31on cords, and
extra projector bulbs.

! ‘ , -~
Scouting Qut The Territory.

Be sure to call local pegple in advance of ‘the event, not only to ercour-
age attendance, but also to find out what)s on their minds. Relay their
concerns to the planners, and then be sure that spe01F1c response is
given at the event.

This advance scouting will also reduce the possibility of your being
taken by surprise by 150 irate citizens who are looking for a forum for a
strictly local issue which has little if any bearing on the prOJect. <.
They may still show up, but at least you won't be surprlsed.

L)

Sy

S

""I'm Glad Yod,Brought That Up"™ (even if you're not)

1
In preparing for the give~and-take nature of PI events your best oppor-

.'tunity_of studying. ef fective behavior may be to watch the masters of

audience discussion shows on TV, Notice, for instance, Phil Donahue's

" skill at retaining the purpose of the program while encouraging a wide

range of comnents from people of all levels of educetlon and apparent
1ntelllgence The tools of their trade includé+setting a tone of friend-
ly openness, 1ntrodu01ng a subject. as one on whiﬁﬁ“more than one legiti-
mate opinion is valid, and a kit-bag of useful comments such as, "I can
understand why you feel that way," and "Let's hear what someone else
thinks about that."

b

— =

N 34

=~ -

t You Knew Where The/Courthouse Wasl ' -
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Be sure that you have someone recordlng/the sesgsion and one or more peo-
ple taking extensive notes of what is gaid and by whom, and names and

addresses of* people who have gquestiong which must be followed up.

!

Expect The Unexpected-And Enjoy It , ‘

Because so0 many unknown Fectors are present in the situation your“tgam
must be prepared to be flexible. The new angles or unexpected conderns
which mey crop-up can't be ignored or you will lose your audience. If
your team can respond edaptively the rewards may include not only an
enllghtenlng exchenge, but an 1ncreesed respect for the agency.

Expect the “unexpected in prectlcal problems and natural disasters--blown
fuses, speakers who get the flu, etec., Just provide all the back-up you
can and don't worry. b ,

During*one memorable public meeting, a thunderstorm knocked out all the ' -
electrlclty Startled, the staff member stopped his presentation in mid-
gsentence, but someone celled out from the audience, "We cen hear in the
dark!" Slnce it was raining too -hard for anyone to leave, the lively
discussion af water problems cont;nued in the pitch black eudltorlum N
until the storm was over.

Involving citizens in prepening and producing the PI event itself can be
invaluable in ensurlng that the agency's messages will be transmitted
effectively. It is 1mportent however, that their role be a reel one,
and tha}t they take part in development of the program—-cooptetlon or
last-minute window-dressing attempts will not work for long and cen irre-
versibly damege your program. Public members of the presentation team

should be chosen for their skllls and for theif respect in the local f
community. ) .
b ‘ ]

EVALUATEON: HHAT'S IT ALL ABOUT AND WHY AM I HERE?

The question of the velue of* the PI program will come up again and agsin.
The questlon arises frequently in the myriad of forms which are shuttled
through various bureaucratic mazes. It also comes to you alone in the ?
dark hours of the morning. o ‘

A . f ©

)

-

Progress Reports Without Pain

The bureaucratic~form type of evaluation is the 81mplest to deal with.
Numbers are important here, so begin with the assumption that sdme sort
of documentatlon, or record keeplng, is necessary. You need to keep.
track of how many letters you receive, how many miles you travel, how
many meetings you hold  and how many people show up at them, how many
inches of newspaper space you rate. Ffor that matter, how meny lawsuits
are filed as a result of the PI program? 3
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To decide just how to gather and maintain your program data, check out
first what forms and of ficial requirements exist. To whom w1ll reports
be submitted, for what. purposes (this may not have a setlsfactory :
answer), and at what intervals? Then set Up your basic record—keeplng to
fit the report formats and your own purposes ag well K
The process is similar-to the preparation for Flllng 1ncome tax retUngs.
People who set up their household records in relatio ‘to those items have

-

an easy time filling in the’blanks, while:-those-of us who keep a scramble

~of mysterious slips in old shoeboxes live in a cumuletlve.nightmare each

year. i
. . . . )

Feedback: What Do They Think? o \

Once you have a system, mangging the bureaucratic paperwork should be
relatively simple--unless tMey keep changing the forms on ‘you. Don't ~
neglect these niceties--your job and budget may depend on those numbers.
Hewever, deallng with ;he dark hours of the morning is more serlous

Systematic methods of gettlnqlfeedbeck from colleagues and the publlc
about ongoing communications ‘and events in the PI program can provlde.
useful subjective information about your overall effectiveness. I

Some examples of. forms used for feedback from the public are shown on the
opposite page. feedback form A might be a business reply card enclosed
in a newsletter; form B might be a-sheet of paper to be Fllledbout end

- returned at the end of a workshop or-other event. .

A

The basic pancipLgs are

keep questions simple and to the point;

]

don't collect more than Aou can use.

get responses while imijissiens are fresh; and
Several kinds of feedback from colleagues are useful. One is the reac-
tion they may have to PI events in which they have taken part. A
debriefing sessjon immediately after the event, possibly followed with a
request for written suggestions can help to generate both ideas and cpm-
mitment to the program. Try to be as open to their suggestions as you 4
want them to be to yours! )

Colleagues should also be @ncoureged to, report to you any comments about
the PI program--positive and negative~-that they have picked up from
their contacts with the public. If this is done routinely, the effect of
any one comment is less likely to be magnified out of proporfion to its
importance, but patterns of comments €an be picked up. .

.
[

The feedback you get can tell you how the PI program is going. ‘It can ®.

also help you to figure out why one technique is well-received, and why
another seems not to eqpomplish its -intended purpose.

F
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" Feedback Form A - Ihgoing Commun19at1w7;‘i

- ~ Feedback on Pro]ect Newsletter': Please respond to -the questions
below and then put thls card in the mail. It needs ne postage.
. R
1. How thoroughly do you usuallya;eed the PPOJeCt Newsletter? ¢
(Circle one.) -
NOT AT ALL
VERY BITTLE . . 2
SOMEWHAT - . .
VERY THOROUGHLY
' ' ~
2. What have you liked most about the newsletter?
9 .
3. Mhat have you liked least? -
4, Suggestions For'improvement: .
5y Do you wish “to continue to receive the Project ‘Newsletter? ,
(Clrcle one.) . . .
. § .’ X
d YES . , o .
: - " N0  Give your neme and address so we may remove you from
the mailing list. - .
‘ Feedback Form B - Event B T .
. "Q“A -

Please respond to the following questions.
" door before you leave the meeting.

1. What is your overall}rating of this meeting?

'y ' >
. ++ . +<i1\ +-
k3 . - °
. L [}
. Comments: . .

-

3. What did you like least about it?

4. How would you rate the following small group seésions?

priate response after each.)

Seséion A ’VERY GOoD SATISFACTORY‘ QUT GOOD QID NOT_ATTEND .
' _Session B VERY. GOOD -  SATISFACTORY  * NOT GOOD  DID NgT ATTEND
.+ Sedsion € VERY GOOD SATISFACTORY ~ NOT GOOD . DID NOT ATTEND
5. Shggestigns }or ;Qproviné futufe meetings: o |
, : o a ) . -,
‘ 37

; 2.‘VWhet§did youslike most about the meeting?

Place this form in the box by .the

-

(Ci;cle one.) /- o

-

‘I

(Circle the appro-
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WHAT EFFECT HAS THE PUBLIC HAD ON THE PROJECT ‘SO FAR?

This is €h€ bottom line as far as you are concerned, so ask this question
roytinely so you colleagues will expect it. The answers should be illu-
minating mot only to you but to the total planning staff and the publjc.
It is, often useful to zero in on the extent to whlch the intended effect
was accomplished. - #

- " L
For example, in the EVALUATE ALTERNATIVES phase of a project the objec-
tive of PI might be to get ideas from the public about the relative
importanée of several criteria. Planners might be asked how-the public
had ranked the criteria, whether the rankings were-valid, and what was
the reaspn for the judgment of validity.

' AND ALL THINGS CONSIDERED...

You may not be satisfied with the answers you get. The public input
' received may seem to be ignored or discounted by the planning staff. At
worst the project itself may possibly turn out to be so ill conceived or
poorly managed that public involvement seems useless. What then?

»
First, it is doubtful that any planning staff would totally reject public
input, although it is quite possible that the impact of the public
involvement on the project may be subtle. Just the knowledge that they
have to explain their decisions will affect planners actions even if
they do not consciously respond.

——

At various times during the project period review your orientation work-
~ ., sheets and recall your initial impressions of your colleagues. If you
] sense any increase in openness.or sensitivity tojgpublic concerns, score
. . one for-Public Involvement. v
If the project itself turns out to be the major problem, consider that
the existence of a public involvement program might.minimize the damages

"and prevent a repet1t10n of the 'disaster. ¢
. KEEP THE FAITH : o
. No matter how great your enthusiasm and skill, you cannot eradlcate pub-

) lic indifference in the course of a s1x-m0nth or two-year, or evgn ten
year pPOJeCt IF you make a perceptible dent you're doing a Fanbastlc
JOb - .
Sometimes, however, public awareness is slow to develop, and yoSr efforts
may bear fruit long after the project is over and you are gong to other
Y things. Almost certainly.a few people will have gained a bett%r idea of ™
,%L how they can approach a government agency and how they can get a response
2 to their guestions and concerns. Another project or another public issue
will come up, and when it does they will do better. And so will you.

< )
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PUST-SCRIPT: NOTE TO THE PI COURDINATOR

Dear Coordlnator

Now that you have made your way through this manual , you can decide how
much of it is useful to you in your situation, and what adaptations you
will make in the worksheets. Regardless of your situation, you can count
on the importance of the three stages described in this manual. You can
be sure that you will have to do your Pomework ¢ concerning the project,

the agency, and the publics. - =~

Your- biggest decision may be whether to take as much initiative as this
booklet suggests, or to wait for directions from managers in the project
or ‘agency. - The point of view expressed in this manual is that public
“involvement is sufficiently impartant and challenging that it deserves
your initiative and the consideration of other staff. For you it i§ the
prlmary concern; “for other staff, it is but one of many resp0n81b111—
ties. .

. R N . . o . -
You have the opportunity, in your role as PI coordimator, to make crea-
tive contributions to the development of a working partnership between
planners and the publics whom they serve. You also have the opportunity
to share experiences with others who have simjlar resp0n51b111t1es, thus
adding to their, and your, store of knowledg

39
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